While most research on family business longevity focuses on how internal corporate governance issue impact resilience, the aim of this article is to foreground the relevance of external environmental factors, and to do so in an internationally comparative perspective. By historically comparing the largest family businesses in Germany and Spain in the twentieth century, we find that they differ significantly in age and ask how external factors help us better understand these variances. After analysing the institutional framework of the two countries during the second part of the 20 th century, we explore the strategic responses developed in reaction to that framework by four of the largest family businesses in the two countries. With this, we strive to capture the interdependent nature of internal decision-making processes and external environmental changes, ultimately arguing for a more holistic understanding of family business resilience over time.
. If family firms achieve longevity and social recognition for their contributions to local wealth and employment, local institutions may also use the values and names of these firms to design an attractive regional and national image, which again benefits the firms. All in all, the family may gain from the firm's long-term survival but also has more to lose in case of unfavourable developments and crises, which affects both the business development and the personal reputation of the business family or families.
When family business scholars investigate longevity-often with reference to the so-called "Buddenbrooks syndrome"-they focus on the organization of the family and the firm but seldom embed the results in an economic-historical framework (Ehrhardt, Nowak and Weber 2006; Bakr Ibrahim, McGuire and Soufani 2009) . A detailed literature review of the management literature on family businesses between 1994 and 2009 reveals that approximately every fourth contribution refers to a generic survival rate, arguing that only 30% of family businesses survive into the second generation, and less than 10-15% make it to the third generation (For details of the literature review and a critical review of the argument, see Stamm and Lubinski 2011) . Most of the contributions referring to this survival rate sustain from giving any context for this finding. Selected ones give geographic or industry States (Dyck et al. 2002, 369) or highlighting that it refer to the manufacturing industry (Kuratko, Foss and VanAlst 1994; Mandelbaum 1994) . In the vast majority of cases, the survival rate is used in an ornamental fashion in the introductory passage and taken as a universal truth.
Studies that dive deeper into the issue of longevity and survival tend to over-emphasize the internal dynamics of family businesses. Some suggest a set of standardized strategies that individual firms should follow to achieve endurance. Probably the most differentiated example is the Four-C Priorities model by Dan Miller and Isabell Le Breton-Miller (2005) . It attaches long-term success to command (i.e., granting managers the right to independently make decisions), continuity (i.e., following a dynastic mission), community (i.e., developing a unifying company culture), and connection (i.e., keeping long-term relationships with stakeholders of the firm). In this model, networking and community life are considered of outstanding positive relevance for endurance, without taking into account, however, that the external environment may impose favourable but also unfavourable conditions for the longevity of family businesses. For instance, emotional attachment and community life played an important role in the continuity of many German Mittelstand firms during the nineteenth and twentieth century, despite the collapses of several political regimes and more than one economic breakdown (Berghoff 2006) . However, in a different case, the excellent international and national networking of multinational private firms (most of them, familyowned) that existed in China in the first decades of the twentieth century could not play any role in the continuity of the businesses after the 1940s, as the consolidation of a communist Ahistorical and decontextualized approaches in the study of business endurance have been contested but more work needs to be done to fulfil the outlined agenda. Wright et al. (2014) offer a distinction between institutional and organizational factors, and ask if different family firms respond to contextual variations in different ways. Business historians are in a good position to contribute to this field of research by analysing long-term historical developments, path dependency and changing context factors. Indeed, longevity has been a recurrent topic of business history over the past few decades, leading to a series of contributions and even a special issue of Business History entirely devoted to longevity (For introduction and conceptual framework of the issue, see Napolitano, Marino and Ojala 2015) . Historians have approached the topic from different directions, focusing on the impact of legal environments on resilience (Daunton 1988; Mackie 2001) , on the intertwined nature of governance choices and changes in the external environment (Berghoff 2006; Lubinski 2011; Yacob 2012; Lorandini 2015; Sasaki and Sone 2015; Fernández Pérez and Lluch 2016; Sharma and Dixit 2018) , on the role of family cohesion (Fernández-Roca et al. 2014) or specifically the contributions of wives (Nordlund Edvinsson 2016), and on the relationship between longevity and business performance (Capasso, Gallucci and Rossi 2015) . However, as the review article by Riviezzo, Skippari, and Garofano (2015, 979) shows, most business history contributions study single firms (71% of the articles reviewed in this review) and focus on one national context (69%). Comparative perspectives remain rare, with some notable exceptions (Colli, Fernández Pérez and Rose 2003; James 2006; Colli 2011b; Fernández Pérez and Colli 2013; Fernández Pérez and Lluch 2016) . In this article we contribute to this line of research on the longevity of family firms, by historically comparing the largest family businesses in two European countries: Spain and Germany. These two countries provide very different institutional setups. Their analysis may help us understand the importance of contextual factors for explaining long-term family firm survival. Our analysis indicates that the internal resources of family firms need to be mobilized and adjusted to changes in the contextual environment, and not just seen as individual, technical or emotional skills, readily available and effective at all times and in various contexts. Society and its problems matter for family business survival (Colli 2003; James 2006; Fernández Pérez and Colli 2013; Fernández Pérez and Lluch 2016) . Many businesses did not pass the test of time because they poorly adapted to an ever-changing environment. However, so far, few authors have focused explicitly on the question how transformations in the competitive, technological and institutional framework affected family firms' longevity in different countries. Historical contributions that do foreground the intertwined nature of family business resilience and external context tend to do so based on single-company studies and usually in one national environment. We believe that our internationally comparative approach is beneficial because it allows us to better understand exogenous factors in different national environments, and to ask how they are intertwined with family firms' organization.
Long-standing family firms in Germany and Spain at the beginning of the twenty first century: A comparative approach
According to the Family Business Network monitor, and the Family Business Index of 2017, family business is the most common form of ownership and control in Europe. 1 Family businesses represent 79% of all German enterprises and 85% of Spanish firms compared to We add to this line of research by comparing Spain, a Mediterranean country and industrial late developer, with Germany, the fastest growing economic power in Western Europe, after the Second World War. For Germany, we used the list of the top 500 family owned corporations published by the Institut für Mittelstandsforschung and completed the data with information from websites and company publications. For Spain, we used the list of the 100 largest family firms in 2005, published in Tàpies (2009) , and completed the database with data from Actualidad Económica and companies' websites. 2 At first glance and based on the percentages of family firms today, one would assume that long-term family ownership played a more important role in Spain than it did in Germany. In line with Alfred D. Chandler Jr. 's (1977; 1990) ideas regarding the advances of large corporations in the world, one may think that the success of the big corporation has meant a sharp decline in family ownership in Germany in the second half of the twentieth century, whereas the late convergence and integration of Spain in the world markets would have resulted in a country with many old family firms. However, this assumption is proven wrong if we compare the 100 largest family family business literature claims that less than 30% of family firms survive into the second generation and fewer than 15% make it to the third (Ward 1987, 248) . common factors add to explain this expansion, particularly the need to cover the technological gap with the United States and the opportunities related to it; the strong demand of the transport and construction industries; and the positive effects in trade and finances of the Bretton Woods agreements. In both countries, the industry had a significant number of family-owned companies. Production was frequently heterogeneous with products in many different types and sizes. Therefore, companies often served niche markets, like the two cases discussed here, the German firm Deckel and the Spanish manufacturer Roca.
Deckel (Friedrich Deckel München 1978) and Roca realized enormous growth rates from the end of the Second World War to the beginning of the 1970s. In the Federal Republic of Germany, metal transformation was one of the leading sectors of the post-war economy (Baumann 1965) . Technological innovations were fundamentally initiated before the war but accelerated its application for mass production after the war, at home and abroad, due to the positive technological gap with other countries in the sector. In the years directly after the War, most of the German capital goods industry was under the control of the Allied that supported West-Germany in regaining its economic strength. The Korean War triggered a boom in demand, which in particular increased the export quota and even led to supply shortfalls in German companies (Giersch, Paqué and Schmieding 1994) . 3 The industry realized growth rates above average and settled in a position as world leader. In this favourable context, Deckel raised its annual turnover and number of employees significantly (Friedrich Deckel München 1978 , Krogh 1987 . It mainly produced high quality special purpose machines sold at premium prices. In this phase, innovation primarily consisted of adapting the conventional technology to different machine models. Economies of scale were thus very limited because of the sheer variety of models and the absence of modularization.
To nevertheless increase the economies of scale, Deckel extended its target markets. The company's main growth strategy at the time was exporting. Up until the mid-70s, Germany was the clear export leader for machine tools with exports accounting for over 30% of world trade (Wieandt 1994) .
The Spanish manufacturer Roca was similarly successfully both in realizing profits and in adapting to the market challenges. Technological innovation had also, as in Deckel, taken place before world war II, but not with own patents and engineering but with North American knowledge transfer from a US corporation with whom they had had a joint partnership before which proved difficult to apply in practice (General Administration Archive). The Spanish publishers began to talk with the Spanish government and pressurised for support. The political framework was ideal; the government was initiating a new phase of economic planning, and designated some sectors as priority (not only the publishing sector), which were aided through a variety of measures. From this moment on, a group of norms were passed, which aimed to provide a solution to the problems of the period: paper importation, exemption from the Utility Tax, tax deductions, finance facilities and the reform of export insurance policies. The two major incentives for the publishing sector were export, tax of regional conditions and in a general trend of the public administrations towards reduction of taxes burdening wealth transfer within family businesses, as lobbies of family firms managed to have bills approved in which personal and business wealth were to be considered legally different in family firms for tax purposes (Fernández Pérez and Hernández 2010).
In Germany, the taxation of family wealth transmission in the second part of the twentieth century was also moderate and offered different allowable deductions for spouses and children, which resulted in a less transparent system but significantly reduced the net liability.
Historically, the German inheritance law interprets possession not as an individual's but as family wealth (Beckert 2008) . A descendant was by law obliged to pass a part of his or her possession on to his spouse and children. This regulation can only be explained as a path dependency resulting from decisions and regulations fixed in the 19 th century. However, being forced to spread the legal portion equally among descendants may also be interpreted as an obstacle for German family firm's longevity because all descendants needed to be included as beneficiaries.
With the beginning of the twenty-first century, a process of convergence can be observed.
Taking the example of a medium-sized incorporated company, the taxation in Germany in 2003 was 6.08% compared to 4.71% in Spain, which places both countries among the moderately taxing countries. 13 For a private enterprise, the tax burden in Spain would be lighter (0.16%) than in Germany (3.77%), but other countries, such as Ireland, Luxembourg, and the UK, do not raise taxes at all, while Japan (28.02%) has significantly higher tax rates (Scheffler, Spengel and Büttner 2004, 970) .
These comparisons suggest that in the last two decades taxation policies have been relatively light for German and Spanish family businesses, in international comparison. What we know about this subject indicates the strong influence of regional lobbies of family businesses and politicians in helping achieve relatively light wealth transfer taxes. In Spain, these lobbies combined the interests of local companies and politicians, with the aim to protect employers and employees after the crisis of the 1970s and the impact of new competitors coming from emerging countries during the second wave of globalization that started in the 1980s. The lobbies were able to promote and get approval of new legislation that radically changed inheritance and corporate tax legislations originating in some cases in the eighteenth or nineteenth century, and in other cases in the 1970s crisis, that had two negative effects on wealth transfer and business continuity: the division of wealth after the death of a family member among all legitimate successors, on the one hand; and on the other hand the reduction of individual and collective wealth due to payments of death duties following the death of a family member. After the 1970s crisis these two relatively traditional negative effects of inheritance and corporate tax laws were felt extremely harmful and unjust by family business lobbies, and an obstacle to the opportunities to start or increase internationalization strategies opened up after the 1980s and 1990s. Roca and Planeta were two of the first members of the most important Spanish lobby of family businesses (the Instituto de Empresa Familiar), whose original aim was precisely to fight unfair taxation policies that were an obstacle for the longevity of family businesses in the country (Fernández Pérez and Puig 2009 
Conclusion
Family businesses are a dominant form of business ownership in developed and developing countries, and family business studies have emerged in the last decades as an important research field, which attracts scholars from business history, management, organizational behaviour schools, psychology, and economics. Important efforts towards the institutionalization of this research field in the United States and Europe have been developed since the late 1970s, which are contributing to debate definitions, methods, and goals. In these debates about the family business there is general agreement about the fact that the very essence of a family businesses is the willingness to transfer the business to individuals who are culturally defined as kin, whether the kinship ties are of a consanguineous or a spiritual kind. The search for continuity beyond one´s life is, therefore, a defining feature of the family business.
Researchers have suggested different models that aim at investigating family firm's longevity.
However, most of these attempts are disembedded from a historical as well as a national context and focus instead on the challenges for the internal organization of the family firm. In this article, we contribute to the literature that explores links between issues of corporate governance and the broader historical framework. With this, we make an argument for a more historically sensitive analysis of family business survival which explicitly addresses how different contexts influence family firm behaviour; not just in Germany and Spain but among all family businesses. We posit that any discussion of longevity ought to explicitly include an analysis of the historical context to be convincing. This will also allow for greater cross-fertilization with family business management studies (Wright et al. 2014) . We contribute to this discussion with an analysis of the influence, at the microlevel, of three long- This paradox helps explain that in the period of key restrictions for family businesses so many long-standing family businesses were founded in the country.
Looking at the average age of these firms-83 years in Germany and 41 years in Spain-it might be surprising to note the striking differences. Is not Spain a Mediterranean country where family businesses dominate entrepreneurship, and are thus obstacles for big corporations? Can Germany be considered a Northern European country, where non-family corporations dominate the business landscape in high-tech sectors? However, looking more closely at the exogenous factors we identified, helps to embed the numbers in a historical framework. They fit well with the recent history of German and Spanish family businesses, with the former supported by the political framework of the social market economy and by a favourable economic context until the 1970s, and with the latter heavily influenced first of all by the strong limitation of free market forces and the private initiative in some industrial sectors during Franco´s dictatorship , and by the strong reduction of taxes burdening the continuity of family businesses in the country after the 1990s (in coincidence with the process of privatization of public firms, integration in European institutions, rapid internationalization of family businesses, and strong support of new regional governments to regionally embedded family firms). That there are today important Spanish family businesses that were created before Franco´s dictatorship indicates, on the other hand, the existence of important endogenous factors related to the management of these firms that helped them survive.
In addition to the findings for the two specific countries, the fact that national differences were quite pronounced supports our argument that any longevity model should be grounded in a historical-economic framework. We sought inductively to discover the most important influence factors for longevity. The most important exogenous factors were the industryspecific economic development, the political context, and national regulations in inheritance law. These were closely linked to and helped to explain the endogenous factors for longevity, in particular the development of a new openness to external knowledge and professionals and the level and form of specialization.
Longevity is sometimes perceived as a proxy of entrepreneurial success. In the four large historical family businesses that we have studied longevity is something else: it is the intangible resources is made difficult, or easy, to family firms. Schumpeterian entrepreneurship is not a sufficient condition for the creation, and above all, the endurance of family firms.
We have seen in the introductory sections how the enduring institutional support to industrial firms that pioneered the Second Technological Revolution in Germany created favourable conditions for the stability of those firms in times of economic turmoil and political or industrial crisis. The lack, or the discontinuous support, to family controlled industrial firms in Spain, especially in capital intensive sectors and knowledge intensive sectors, made them weaker in domestic and global markets after the II World War. Accessibility to foreign currency, bank or public loans, accessibility to a well-trained labour force, were structurally different -and worse-in Spain after 1939 than in Germany, due to the fundamentally different strategic objectives and organization of the Spanish State between 1939 and 1975. In those years, the most promising venues for creation and endurance of family firms in Spain were in the relatively low capital intensive industries, like in the construction of bath equipment or in the publishing industries. It was in this context that Roca and Planeta could flourish and grow in scale and scope, and due to the limitations of the small Spanish market, and the strong competition in the other Western European markets, they very early targeted Latin American markets for exports first, and outward direct investments, later. More culturally distant markets required higher financial resources, increased risks, and were an option for Spanish family firms in these low capital intensive sectors only after the 1990s, when the Spanish firms had more access to strategically resources they had lacked since the 1930s: capital from global financial sources, and information from global consulting companies. In the case of Germany, family firms were challenged by the external changes in the economic
